










A DISCUSSION OF PROBLEMS IN IMPLEMENTING ORGANISATIONAL CULTURAL CHANGE: DEVELOPING A LEARNING ORGANISATION IN UNIVERSITY LIBRARIES
1. Introduction
Over the past decades, university libraries have been facing increasing complexity and uncertainty in the competitive environment. Financial pressures and information technology have been reported as the major driving forces leading changes in the libraries.  The evolution of technological innovation have pushed university libraries to take advantage of new technology to meet the information needs of their users while they have faced the hard time of tight budgets (Worrell, 1995; Edwards, 1997; Michael and Higgins, 2002; Giesecke and McNeil, 2004; Jain and Mutula, 2008). To survive in the continuously changing environment, university libraries must find ways to become flexible and adaptive to change and it is believed that becoming learning organisations would increase their abilities to adapt to the rapid changes by continuous learning, improving and creating innovation (Worrell, 1995; Michael and Higgins, 2002; Giesecke and McNeil, 2004; Madge, 2013). The concept of the learning organisation has gained considerable attention in the twenty-first century with evidence of it being adopted as a means to develop and enhance core organisational purpose (Garvin, 1993; Worrell, 1995; Michael and Higgins, 2002; Jain and Mutula, 2008). Reviewed in this paper are concepts and issues in relation to changing organisational culture in order to develop a learning organisation based on a review of relevant literature.
2. Learning organisation and its characteristics
As indicated above, the concept of the learning organisation (LO) has long been evident in the literature. A key issue still is that there is no agreed definition of the concept; different definitions exist derived from differing disciplines and based on differing perspectives associated with organisational learning and development and human resource development. A majority of definitions emphasise the importance of continuous learning and improvement at all levels. Pedler, Burgoyne, and Boydell (1991: 7) define a LO as “an organisation which facilitates the learning of all its members and continuously transforms itself.” Similarly, Watkins and Golembiewski (1995, cited in Sudharatna, 2004: 8) view it as a place where “learning is continuous, purposeful, procedure-integrated, and operates parallel to work and takes place at individual, team and organisational levels”. A number of definitions focus on modifying organisational systems and changing employees’ behavior to support learning and propose the strategies or approaches to achieve it. Skyrme (2003, cited in Jain and Mutula, 2008: 10) stresses that LO must “have in place systems, mechanisms and processes, that are used to continually enhance their capabilities…”. Mulford (2000) emphasises the importance of organisations’ structuring, restructuring and developing themselves in such a way that the organisation as well as its members continually learn from their experiences, from one another as well as from the environment. In many definitions, knowledge management is mentioned as a key determinant of LO. Marquardt (1994: 19) defines LO as “an organisation which learns powerfully and collectively and is continually transforming itself to better collect, manage, and use knowledge for corporate success.” and Rossiter (2007: 52) mentions that it is “an organisation where all its people, at all levels, continually seek knowledge, work and learn together for continuous improvement, and a shared desire for excellence”.
For this paper, the LO is defined as an organisation where people at all levels, including individual, group/team and organisational level, continuously learn and transform themselves based on their experiences with the purpose of enhancing their capacity and adjusting themselves to the external environment.
Since the emergence of the LO concept, numerous studies have attempted to identify characteristics of its supportive culture needed to be integrated into their fabric of organisational behaviour to make the concept flourish within an organisation. One classical theory is that of Senge. According to Senge (1999: 3), LO is a place where “people continually expand their capacity to create the results they truly desire, where new and expansive patterns of thinking are nurtured, where collective aspiration is set free, where people are continually learning how to learn together”. Senge proposes basic principles to facilitate these new patterns of thinking and to nurture a LO through establishing the five core disciplines: personal mastery, mental model, shared vision, team learning, and system thinking. Garvin, Edmonson, and Gino (2008), further propose four distinguishing characteristics of a supportive learning culture, covering psychological safety, appreciation of differences, openness to new ideas and time for reflection. These characteristics will encourage employees' learning by encouraging them to take risks, learn problem solving, and creatively propose new ideas without fear of making mistakes or raising opposite ideas. Similarly, Sudrathana (2004) highlights cultural values as one critical component of a set of characteristics surrounded by other components, including leadership commitment and empowerment, communication, knowledge transfer, and employee characteristics. She describes supportive LO characteristics as a boundary-less organisation operating within an open environment with freedom to try things and fail, acceptance of mistakes and failure without punishment. Dalkir (2011) specifically addresses knowledge sharing as a critical component needed to be built as the norm. He emphasises that a LO must be a place where people are encouraged to work together, to collaborate and share, and where they are rewarded for doing so. Dalkir (2011: 233) also emphasises a need to shift the paradigm from “knowledge is power to sharing knowledge is more powerful”.
In summary, it is widely accepted that the principal means of building a LO lies in modifying the culture of the organisation in ways which support the ability of individuals to share knowledge as well as encourage collective learning through problem solving, experimentation with new approaches, and continuous learning from past experiences. Besides learning culture, organisational culture facilitating interaction between people in organisations such as openness, collaboration, trust and supportive communication also need to be promoted to create learning environment (Garvin, 1993; Sudharatna, 2004; Giesecke and McNeil, 2004; Hislop, 2005; Garvin, Edmonson, and Gino, 2008; Singh, 2010; Dalkir, 2011; Madge, 2013). 
3. Applications of the learning organisation concept in university libraries
In the late 1990s, developing a LO became of interest within university libraries as reflected in literature that started to contain discussion about the concept (Worrell, 1995; Rowley; 1997; Jain and Mutula, 2008). The literature can be categorised into three main themes, including literature describing LO theory; identifying the characteristics of university libraries as LOs; and providing practical strategies and approaches for assessing their abilities in implementing the concept.
In the early emergent literature, the need for university libraries to become LOs in response to the changing environment had been highlighted and basic principles to be applied in the university library context had been set up respectively. However, Worrell (1995) addressed a problem with the literature during this period that they were in the developmental stage and required more longitudinal empirical researches to prove that being a LO helps enhance organisational effectiveness. Rowley (1997) cautioned challenges for university libraries due to the complex environment as many of them were operating in the public sector surrounded by tension from political agendas, business efficiency, and customer requirements. She highlighted a problem due to a lack of models and mentioned challenges to align libraries with shamrock organisations.
Whilst the importance of becoming a LO was recognised, attention had moved from clarifying the concept to identifying desired characteristics of a LO. An increasing number of studies had been conducted to assess whether university libraries possess such characteristics as well as proposed strategies to develop such characteristics in the libraries. Michael and Higgins (2002: 171-172) identified the characteristics of a LO and assessed whether the Nanyang Technological University (NTU) Library meets the criteria of being a LO based on fifteen characteristics drawn from previous studies, including shared vision; participatory management; training opportunities; learning attitudes; team working; trust and togetherness; open communication; experimental and forgiving climate; employee empowerment; knowledge management infrastructure; leadership; fun and rewarding work; customer relationships; adaptability and non-bureaucratic structure. Giesecke and McNeil (2004: 60-62) attempted to embed the concept into practical strategy adopting Senge’s the Fifth Discipline model with a case study of the University of Nebraska-Lincoln Libraries. Madge (2013) investigated the current state of transformation into LOs in Romanian academic libraries, focusing on examining their interest in becoming a LO, their characteristics and current practices.  
A number of studies address efforts paid to develop models or instruments for the library setting. Hallam, Hiskens, and Ong (2013) developed a LO maturity model for Australia, National and State Libraries Australasia (NSLA) libraries based on the five disciplines of Senge (1999) and the six elements of the INVEST model of Pearn, Roderick and Mulrooney (1995). The model was redefined by reducing the six overlapped elements into the following three: Learning and Learners, Vision and Culture, and Management and Structure. These factors were then mapped to a maturity framework with three progressive levels: knowing, doing, and being. Yu (2013) adopting the Dimensions of the Learning Organisation Questionnaire (DLOQ) developed by Marsick and Watkins to measure the organisational learning culture in Taiwan’s university and college libraries. This study identified the perceptions of staff in relation to the value of organisational learning culture, the relationships between perceptions, different characteristics, and organisational performance at individual, team, and organisational level.
These earlier studies are a good starting point and show efforts of university libraries to transform themselves into LOs. However, the review of literature reveals three critical problems regarding the literature on LO. Firstly, it would appear that there is some confusion with the LO concept in Library and Information Science (LIS) as it is concerned with facilitating knowledge sharing and learning which seems to be a core mission of libraries. This causes the confusion between facilitating the learning of library users in which libraries are proficient, with employees’ learning within an organisation, which is the main focus of the LO. Libraries thus become confused as to how to implement the concept effectively. To develop and progress the LO concept further, clarity in relation to meaning and desired characteristics needs to be made explicit so that employees can understand and a move forward in the same direction (Örtenblad, 2004, 2007). Secondly, although conclusions from the literature raise the importance of modifying organisational culture in parallel with developing a LO, there is still a lack of in-depth studies focusing on the issue in the LIS field. Furthermore, the majority of studies are confined to measuring or assessing organisational culture in order to make decisions regarding cultural change. As a result, there are few studies of approaches, current practices or problems occurring as a result of the efforts to transform university libraries into LOs in particular. 
4. Problems in implementing organisational cultural change
As mentioned earlier, the role of organisational cultural change as a supportive influence on building a LO has been acknowledged in previous studies; nonetheless, there is still a lack of studies which identify how libraries deal with organisational cultural change as well as problems occurring as a result of the efforts in particular. 
Problems with changing organisational culture have long been ignored because transforming culture is not easy and usually take time to change and subsequently maintain the cultural changed (Cameron and Quinn, 2012). This may due to the fact that changing organisational culture encompasses modifying the three layers of culture: artefacts, values and underlying assumptions (Schein, 2010). Among these three levels, changing basic underlying assumptions are mentioned as the most difficult level to change as they tend to be created and integrated into employees’ behaviour unconsciously and people are usually unaware of the flaws that are rooted in their organisational culture (Dalkir, 2011; Cameron and Quinn, 2012).  
Secondly, changing organisational culture must involve employees at all levels:  individual, group and organisational level. At individual and group level, changing culture depends on employees’ ability and desirability to change. One problem noted is that organisations possibly face employees’ resistance as the culture is usually deeply internalised in their minds and changing organisational culture means their collective perceptions, values and beliefs need to be reframed (Giesecke and McNeil, 2004). Fehér (2004: 20) similarly explains that employees “usually resist change because they have to give up the usual processes of work and behaviour and form a new personal contract with the organisation”. However, Dalkir (2011: 232) contends that in fact “people do not always oppose change just to be contrary” as usually found in the myth but “they will oppose change if they perceive the proposed change as an imposition rather than an improvement in their personal work lives”. They are often left out of the loop and feel neither ownership nor vested interest in whether or not the change succeeds”. This seems to agree with Giesecke and McNeil (2004: 60) who argue that “people will begin to change because they want to change, not because they have been told to change”.
At an organisational level, cultural change can be very difficult as it requires modifying organisational ethos and values that inform policies and strategies in order to integrate the new patterns of thinking into the new management process (Rossiter, 2007; Dalkir, 2011). According to Cameron and Quinn (2011: 12), desirable change in organisations could not be achieved because the implementation was treated as a programme or techniques, not as fundamental shift in these levels of culture. In other words, the tools and techniques may be presented with efforts to improve the organisation but these efforts usually fail because the fundamental culture of the organisation remains the same. 
In the case of LO implementation, there are massive investments in developing infrastructures, using advanced technology and providing training and development. However, these do not guarantee that organisations will succeed; learning depends on their abilities to learn and adapt themselves as Pedler, Burgoyne, and Boydell (1991) explain that LO is not just “brought about simply by training individuals; it can only happen as a result of learning at the whole organisational level”. Therefore, it is important that organisational culture must be changed in ways that encourage the ability of individuals to share knowledge as well as support continuous learning and improvement. To push a cultural change forward, establishing a sense of urgency and ownership among employees as well as developing shared vision and values is critical as these will allow employees to create a new conceptualisation of the organisation. Libraries need to convince their employees that becoming LO is necessary and ensure that employees understand and form new values that welcome learning culture in order to head in the same direction. 
Several commentators mention the importance of investigating organisational culture in parallel with other supportive systems based on systematic thinking and propose several models for examining cultural change through the lens of systems theory, for example, Peters and Waterman's the McKinsey 7S Framework, Senge's the Fifth Discipline, and Marquardt's Systems Learning Organisation Model. Hitt (1995) adopted the McKinsey 7-S framework of Peters and Waterman to depict a learning organisation as a system of the seven Ss of interrelated elements, including shared values, style, strategy, structure, staff, skills, and systems. He further placed synergistic teams as the eighth S line at the heart of the system to emphasise the importance of collective learning. Marquardt (1996; 2011) proposes a LO model which is made up of five interrelated subsystems. His model puts learning at the core of the system and permeates the other four subsystems, including organisation, people, knowledge, and technology, which are necessary to enhance the quality of learning, while orgnisational culture is placed within organisation subsystem, together with vision, strategy and structure. 
Overall, this systematic approach views organisations as a synergistic system comprising interconnected subsystems which can be fundamentally grouped into formal covering organisation’s goal and strategy, structure, systems as well as informal subsystems, including organisational culture, power and politics, staff and skills, leadership and pattern of communication. In these models, relationships between organisational elements are described by typically placing learning at the centre of the models permeating the other elements which enhance LO, such as strategies, systems, structure, orgnisational culture, staff, technology, to name a few. This is based on a shared premise that the systematic interventions that address a variety of combinations of LO will be more likely to be successful than interventions that solely focus on singular or a limited number of elements. As a result, it is important to address the issue based on systems thinking, taking into account all critical elements in order to investigate an organisation holistically through the interrelated elements, possibly affecting the development of LO for a better understanding of current situation and problems in relation to organisational culture.

5. Conclusion
Implementing organisational cultural change is not easy as it encompasses three levels of organisational culture and must involve employees at all levels. Investigating topics relating to cultural change then requires methods which can surface the deepest level of organisational culture, underlying assumption lying in employees’ mind and actually drive behavioural patterns. In the case of developing a LO in university libraries, it is apparent that university libraries have long been seeking effective ways to implement the LO concept in the LIS field. However, the literature review raises challenges regarding investigating organisational cultural change for the purpose of LO development. First, it seems there is no consensus as to its meaning and a confusion on what LO actually means in the LIS field. Second, there is a need for in-depth studies which examine organisational culture particularly how it has been managed and changed in the ways that support learning, as well as how to assess or monitor organisational culture to ensure that the desired states have been reached. Therefore, investigating this issue should begin with identifying how a learning organisation is defined within the university library context and identifying characteristics of new culture that the libraries want to achieve. In order to attain such characteristics, modifying organisational systems, both formal and informal systems, in ways that support establishing a learning culture is also required. Nonetheless, the literature to date shows a lack of studies which focus on current practices and related problems as a result of implementing the LO concept. As a result, this research which is currently in progress aims to identify how the problems in effecting organisational culture change occurring as a result of library efforts to implement the LO concept have been addressed. Thailand has been taken as a case study. It is expected that the results will provide in-depth understanding on the topic and a framework which may serve as a basis for libraries to achieve transformative organisational cultural through development as  learning organisations.
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